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ABSTRACT
This paper reports the results of focus group conversations with thirty-four doctoral students
enrolled in an educational leadership program. Doctoral students were asked to provide
suggestions and strategies used to complete the doctoral dissertation. The results of these
conversations reinforce the value of the collaborative cohort and the proactive interdependence
students experienced as a result of working together. These findings highlight the need to examine
how doctoral students experience the university context particularly as it relates to the
dissertation phase of study.
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INTRODUCTION

D

octoral granting institutions over the years continue to explore why doctoral students don’t finish their
doctoral programs. The search for this answer continues. Hines (2008) asserts that the dissertation is one
of the most pivotal components of doctoral programs in educational administration. Yet, this is the
obstacle that doctoral students have difficulty overcoming. While doctoral students often complete all of the
coursework for the educational leadership program, Barnett (2004) indicates that many doctoral students do not
complete their dissertations. Instead, they depart the doctoral experience with “All But Dissertation” (ABD) status.
There is a pressing need to identify and examine any strategies that could affect students’ completion of the
dissertation phase of study.
Lovitts (2009) has shown that students are not prepared to make the transition from student to independent
scholar. Socialization may be what keeps students going until they finish the process. Lovitts states “…atomism and
pluralistic ignorance appear to be key factors in attrition. They separate students from each other and from faculty.”
She continues by saying these things prevent a students from obtain moral support within a program. Therefore, a
program that encourages students to unite and assimilate must encourages retention (Lovitts, 2001).
In the first years of the doctoral program students start to deal with isolation. If throughout the program
students feel some sense of support and understanding, they have a better success rate. From admission to the
program, with an orientation semester, throughout the years of taking courses, the university should offer various
social settings for students to talk about study topics and common issues (Ali & Kohun, 2008). They contend those
students that start has group and stay with a group of students on the same track complete program and have less
feeling of isolation. Thus, for the past three years, a doctoral cohort preparation program has distilled several
possible best practices from doctoral student who not only finished the dissertation, but in some instances finished
their programs early and modeled these practices for other doctoral students in the pipeline. Research into doctoral
attrition usually focuses on the reasons why doctoral students don’t finish. The doctoral cohort in educational
leadership took the opposite view. We were interested in identifying the practices and strategies used by students
who did finish their programs, write their dissertations and participate in graduation. It was discovered that
successful doctoral students appeared to share a common set of experiences that kept them on time and on task.
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THE COLLABORATIVE COHORT
Mullen (2005) posits that doctoral students by their very nature are social creatures who experience an
organic union with others. This union is forged with other students in the program, the dissertation chair, and
dissertation committee and program faculty. Researchers have documented that students working in cooperation
generally tend to produce higher achievement than students working alone (Johnson & Johnson, 1998). This organic
cooperation provides the framework for the continuum of success that student’s experience. Students who completed
the dissertation on schedule forged intuitive relationships with each other and maintained regular communications
with the dissertation chair. Mullen (2005) further asserts that the ability of doctoral students to function
interdependently facilitates positive relationships, critical skill development and resulting academic success. Mullen
(2008) summarizes the work of Johnson and Johnson (1998) regarding how cohort members benefit from promotive
interaction:
Johnson and Johnson (1998) refer to “promotive interaction” as that which “occurs as individuals
encourage and facilitate each other’s efforts to reach [a] group’s goals” (p. 6). Johnson and Johnson specify the
importance of
1.
2.
3.
4.
5.
6.
7.
8.

Giving and receiving help and assistance (both task-related and personal)
Exchanging resources and information
Giving and receiving feedback on task-work and teamwork behaviors
Challenging each other’s reasoning
Advocating increased efforts to achieve
Mutually influencing each other’s reasoning and behavior
Engaging in the interpersonal and small group skills needed for effective teamwork
Processing how effectively group members are working together and how the group’s effectiveness can be
continuously improved. (pp. 6–7)

This promotive interaction enables all cohort members to practice leadership skills while remaining
accountable to the group. In addition, the cohort embraces the basic concepts. of cohort learning. To be effective, the
expectation of cohort functioning must be clear to all involved. The educational leadership cohort is governed by ten
clearly expressed principles (Holmes, 2008):
TEN PRINCIPLES OF COLLABORATIVE COHORT LEARNING
The essential components of this collaborative learning cohort approach are reflected in the following
principles:
1.

Cohort engagement occurs when the cohort is an intentional and deliberate assemblage of learners with a
specific and common purpose.
There are no “accidental” learners in the cohort. Membership in the cohort is purposeful and members set
out to share a common set of learning experiences. Only those persons who share the stated goals of the
cohort agree to participate in this planned and purposeful learning experience.

2.

Central to the effectiveness of the cohort is the idea of “expressed expectations”.
Expectations under girding the cohort must be clearly stated and understood by all who participate. These
expectations must be expressed often and must be expressed clearly. Expressed expectations become the
guiding rules for the behavior and productivity of cohort participants. With rules clearly known, the cohort
becomes a community of self-regulating learners.

3.

Significant attention must be given to the creation of “community” within the cohort and among cohort
members.
2
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The idea of community connotes a collection of people who agree to share common interests, traditions and
purposes. The community has ownership of the quality of life in this shared place. So it is with the cohort.
The cohort community must be self- governing in its adherence to agreed upon goals and objectives. Life in
the cohort is good for all when all contribute to the common good.
4.

Clearly identified benchmarks of performance must guide the work process and product.
Optimal performance is achieved when standards and benchmarks are known. These standards and
benchmarks represent clear measures of the work and what has been accomplished. Students themselves
can assess individual performance against the benchmarks that guide the process. Students can then make
more informed decisions about where they are in the process and what they have to do to achieve peak
performance.

5.

Cohorts must enable individual responsibility and accountability to the group as a whole.
Cohort communities believe in the axiom, “Reach back to help someone!” As students progress through the
dissertation process, goals are accomplished. Individual responsibility in completion of those goals
prepares each student to be able to assist the candidates in the pipeline. The spiraling effect of this
seamless transition provides all students with the community privilege of receiving suggestions and
assistance from those ahead in the accomplishment of benchmarks and extending a helping hand to those
behind.

6.

Effective cohorts must have structure, so that participants understand how they are to work.
Establishing expectations and timelines provides basic structure to the cohort experience. Expectations
include regular attendance and participation in all classes, timely completion of assignments, regular
communication with the chair and committee members, positive attitudes, and graceful acceptance of
suggestions, and helpful critiques for fellow students. In addition, timelines and class time are essential in
providing a structure to the process.

7.

Cohorts are most engaged when a discipline of learning is evident with the clear purpose of accomplishing
“the work”.
Collaboration encourages inspiration, commitment, determination, and quality in cohort members.
Participants focus on accomplishing the task. In addition, a drive for quality is evident. Answering to self,
the instructor, and fellow students inspires cohort students to attend to the goal.

8.

Cohorts foster using the strengths and intellectual gifts of the individual to help fulfill the purposes of the
learning community.
Each participant in a cohort contributes to the benefit of the group in individual ways. Some students
provide the organizational strength needed to communicate cohesiveness to all. Others contribute a sense
of humor and positive attitude. Students with Microsoft Word, PowerPoint, research or SPSS abilities are
invaluable to others. Participants with strong writing skills readily share those talents. Proofreading is
also a valuable skill shared within the group. All the skills contributed from Cohort members establish the
consistent collaboration within the group.

9.

Cohorts require individual and collective commitment and high task engagement.
Engagement encourages individuals to excel academically. Participants eagerly accept the rigor of group
challenges, knowing that all will collaborate to reach high standards. As each one contributes individual
commitment, the cohort excels.
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Cohorts must put into place the “enabling conditions” to help each learner accomplish his or her best work.
“Students learn what they live!” This true maxim is pertinent to Cohort productivity. The instructor of a
cohort models exceptional leadership qualities by establishing conditions that enable each student to
embrace rigor and excellence. The cohort provides a place where each student’s learning style can be
addressed through the activities that are inherent in this collaborative learning paradigm.

SELF-REGULATED LEARNING
The model of preparation developed for students in this educational leadership cohort emerges from the
theoretical perspective of self-regulated learning. Zimmerman and Schunk (2001) studied self-regulated learning and
academic achievement and discovered that there is a high correlation between students who are self-regulating and
students who are high achieving. In the self-regulating academic environment, students are taught to focus on the
goal to be achieved and to develop the cognitive strategies and control mechanisms to achieve the desired goals.
Montalvo and Torres (2004) further suggests that with adequate training in the dimensions of high performance, all
students can improve their degree of control over their learning and academic performance. The core theme in this
theoretical perspective is that students control their own learning. The educational leadership cohort provides the
training and professional learning constructs that prepare students with the requisite skills to persist through to
dissertation completion. From the work of Montalvo and Torres (2004), the cohort framed the following operational
characteristics as essential for dissertation completion:
1.
2.
3.
4.
5.
6.

7.

Activate students’ capacity and resolve to accomplish agreed upon goals and objectives
Model for students how to use their cognitive processes to plan control over the work, time and effort, and
motivation
Explore the motivational beliefs and commitments that connect the student to the work
Structure time and effort to be used on all tasks associated with dissertation completion
Employ a system of positive role models and cohort leaders to help students visualize completion of the
goal
Create an academic climate and professional learning community that functions around structured
organization of the work, high task engagement, elimination of internal and external distractions,
continuous information retrieval and delivery of maximum individual effort
Use cohort leaders as agents of change in transforming all cohort members into active, generative scholars

Students in the cohort are able to be self-regulating learners in this structured environment because the
expressed expectations have been made clear and are articulated often. Students know what the benchmarks of
progress are and are exposed to a study discipline that, if followed, will enable each member to reach each
benchmark. It is this structured approach that has enabled students to stay on point with dissertation progress. Even
the students who occasionally slack off are still cognizant of what must be done in order to progress forward and are
able to gauge their success or lack thereof.
Self-regulated learners in the cohort embrace several core values:
1.
2.
3.
4.
5.
6.

Self-regulated learning requires strategic, personal management of self, time and priorities.
Self-regulated learning requires an explicit visualization of the goal to be attained and the will to attain it.
Self-regulated learning requires a structured and disciplined approach to writing tasks.
Self-regulated learning requires continuous assessment of skills, motivation, ability levels and work
product.
Self-regulated learning requires a singular focus on the area of inquiry and continuous scanning of the
research literature for updated treatises on the topic.
Self-regulated learning requires accepting responsibility for one’s own work and doing one’s own work.
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USE OF THE MORE CAPABLE OTHERS
All students in the educational leadership doctoral cohort are certified teaching practitioners. They are
trained in instructional pedagogy and understand the facilitator’s role in learning. The cohort is built on group
learning among students at all stages of the dissertation process. The more advanced students serve as cohort leaders
along with the teaching assistant assigned to the course. As described by Michaelsen, Knight, & Fink (2002), using
a team-based transformational model makes group work the primary method of support, performance, and
achievement. In this group process, doctoral students who are preparing to lead schools, have multiple opportunities
to practice leadership skills including organizational planning, effective learning skills, task assessment, and group
communications. Mullen (2008) concludes that in the educational leadership field, where school projects, programs,
and processes depend on cooperative teamwork, it only makes sense to practice this skill within small groups.
Cohort leaders are proactive in making sure that cohort operational tasks are achieved:
1.

2.
3.

4.

5.

6.
7.

8.
9.
10.

11.

Cohort leaders develop the cohort roster, which details information on each cohort member (correct
spelling of name, all contact information, list of committee members, and dissertation topic). This roster is
disseminated to all cohort members at the beginning of each semester or whenever a new member is added.
Students provide cohort leaders with a copy of the prospectus that was developed in the Writing for
Research Class. This is the first entry into the student’s dissertation file.
The first work session reviews the dissertation development timeline and benchmarks. Students are
provided a planning calendar to chart their work on the dissertation. They are encouraged to make an entry
every day.
The cohort leaders develop a meeting schedule that outlines cohort meetings that are to occur once a
month. At each meeting, cohort members report out to the group what they have accomplished during the
month.
Students are directed to make copies of all documents that are essential to the dissertation and save the
documents in various places electronically. Many students use Dropbox to save their work files.
Consequently, we never have a student who loses their work because of a lost flashdrive or computer crash.
The cohort protocol is to copy the dissertation chair on all correspondence related to the dissertation. This
enables the dissertation chair to act proactively should a problem occur within the process.
Cohort leaders develop the working seminar topics for the semester that may be useful to cohort members.
Attendance at the seminars is completely voluntary. Past working seminar topics have included workshops
(given by cohort leaders) on the following topics: How to Use SPSS 17.0, Qualitative Studies and Rich,
Thick Descriptions, Aligning the Theoretical Framework with Study Variables, How to Write Good
Research Questions, How to Write Study Findings and Conclusions.
Cohort leaders also help cohort members prepare for defenses of the proposal and final dissertation.
Students prepare a semester report of progress at the end of each semester and file it with the dissertation
chair.
Students are encouraged to attend all university proposal defenses. When cohort members are scheduled to
defend their work, cohort leaders and other cohort members are always in attendance for moral support and
to provide assistance with any preparations needed.
Cohort leaders assure that all post-defense matters are attended to in a timely manner including providing
the requisite paperwork to the appropriate parties.

ADVICE FROM THE FIELD ON THE DISSERTATION PROCESS –DR. ANGELA SEAY
1.
2.
3.
4.

“When we are foolish we want to conquer the world. When we are wise we want to conquer ourselves.”
Understanding who we are as individuals will allow us to make decisions about career paths and life in
general.
Getting to the finish line of dissertation with research- based practices that have proven to work. In
completing the dissertation, the following advice was followed:
Treat the ideas of completing dissertation as a second career. Complete or contribute something everyday.
For example, research, read supporting articles and relevant dissertations, generate an outline, timeline or
sort articles according to categories of research. Bolker (1998) states writing something relative to
5
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11.
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dissertation at least fifteen minutes everyday is a process that is beneficial to getting finished.
Surround yourself with individuals who desire to attain the same goal. Someone who is willing to dedicate
the time that is required to complete dissertation. According to Krumboltz (2002) Peer learning is a
magnified component of research that is not utilized enough.
Work collaboratively with individuals and always contribute to the group. To whom much is given, much
is required.
Students should select committee members who are familiar with the process of the institution of
attendance.
Maintain regular communication with dissertation chair and committee members. The people who are
designated to serve on your committee have earned doctorate degrees. Chances are, each individual is
extremely familiar with the process and time that is required to complete the dissertation. Vosvick (1999)
found that 10 of 11 dissertation students indicated top ratings for rapport established with mentor. Spillet &
Moisiewicz (2004) state that the dissertation chair plays an intricate part in the success of completing the
dissertation. Students who establish a positive rapport with the dissertation chair can take advantage of the
challenges to learn as well as support.
Commit to completing the work. Seek assistance and guidance versus direct answers to questions that can
be answered by dedicating appropriate time and effort to attain.
Remain positive at all times. When individuals think positive, each usually generates positive outcomes.
Understand the importance of making the transition from general everyday writing to scholarly writing.
Earning a doctorate requires quality on a scholarly level.
Find an editor. When writing, sometimes developing a quality scholarly product does not transpire after the
first, second, or even the third draft. Good writers write and rewrite several times. Caffarella & Barnett
(2000) found that students transformed from reluctant learners seek assistance with writing and embrace
critiques. Students should acknowledge each critique as a growing process and became scholarly writers.
Utilize time wisely; if someone is available to assist with content material, preparations, or processes, take
advantage of the opportunity.
Make a mental transition from your current position/societal status to a doctoral candidate. As change
agents in society, school systems, or other businesses, leaders remain in a leadership mode. When each
becomes a doctoral candidate, the current position/status/title has limited merit. Become a student and
return to the position/status after returning to that setting.

CONCLUSION
In summary, the objective of these focus group conversations was to distill strategies that were useful in
propelling doctoral students to completion of the dissertation. The doctoral students in the cohort are ninety-five
percent African American and ninety-eight percent female. Their experience leads us to believe that with effective
mentoring and training in self-regulated learning, all doctoral students can increase persistence behaviors during the
dissertation phase of doctoral study. Montalvo & Torres (2004) concluded that students who pursue and adopt
identifiable learning goals use deeper cognitive strategies on the way to academic achievement. This is manifested
by greater efforts in accomplishing academic tasks and avoiding external distractions. These students are able to
sustain their momentum toward dissertation completion and are able to self-monitor until the dissertation is
completed.
AUTHOR INFORMATION
Lillian Rambeau Robinson is an Exceptional Students Program Contact Teacher and consultant. Currently, she is
consultant and editing for various programs throughout the southeast United States. In addition, she is writing How
to Parent Your Special Needs Child and Who Am I? She is a product of the cohort model and has given back time
and talent to assist others through the doctoral program process. She has a Bachelors of Science from University of
Georgia, Masters in Special Education from Clark Atlanta University, Specialist and Doctoral Degrees in
Educational Leadership from Argosy University. She lives in Georgia with her family.

6

Contemporary Issues In Education Research – July 2010

Volume 3, Number 7

Dr. Angela Seay has fifteen years of K-12 teaching and administration experience and ten years as an Education
Consultant. She earned an EdD in Instructional Leadership and EdS in Curriculum & Instruction both from Argosy
University, MEd in Administration and Supervision from University of West Alabama, and a BS in Early Childhood
Education from Concordia. Dr. Seay is a published scholar and currently serves as Chief Executive Officer for
Everybody Seay Read and an assistant professor of graduate studies.
Dr. Barbara Holmes has thirty-six years of higher education experience. She earned the PhD from the University
of Connecticut, Masters in Administration and Supervision and Bachelors degree in Speech and English from
Stetson University. Dr. Holmes was honored as a Distinguished Graduate of the University of Connecticut and was
bestowed the Honorary Doctor of Laws from Stetson University. She is the recipient of the Mary McLeod Bethune
award from the National Council of Negro Women and a lifelong member of Alpha Kappa Alpha Sorority. Dr.
Holmes is a published scholar and currently serves as an associate professor of educational leadership.
REFERENCES
1.
2.

3.
4.
5.
6.
7.
8.
9.
10.

11.
12.

13.
14.
15.
16.
17.
18.
19.

Ali, A. & Kohun, F. (2006). Dealing with isolation feelings in IS doctoral programs. International Journal
of Doctoral Studies. Volume 1.
Barnett, B. G., Basom, M. R., Yerkes, D. M., & Norris, C. J. (2000). Cohorts in educational leadership
preparation programs: Benefits, difficulties, and the potential for developing school leaders. Educational
Administration Quarterly, 36(2).
Bolker, J. (1998). Writing your dissertation in fifteen minutes a day. New York: Henry Hold and company.
Bolman, L. G., & Deal, T. E. (2003). Reframing organizations: Artistry, choice, and leadership (3rd ed.).
San Francisco: Jossey-Bass.
Caffarella, R. & Barnett, B. (2000). Teaching Doctoral Students to Become Scholarly Writers: the
importance of giving and receiving critiques. Studies in Higher Education Volume (25)(1).
Clark, D. C., & Clark, S. N. (1997). Addressing dilemmas inherent in educational leadership preparation
programs through collaborative restructuring. Peabody Journal of Education, 72(2).
Donaldson, J., & Petersen, G (2007). Cohort doctoral preparation programs: Neo-Institutional Perspectives,
National Council of Professors of Educational Administration, Connexions Project.
English, F. W. (2006). The unintended consequences of a standardized knowledge base in advancing
educational leadership preparation. Educational Administration Quarterly, 42(3).
Guthrie, J. W., & Sanders, T. (2001, January 7). Who will lead the public schools? The New York Times,
4A, 46.
Hart, A. W., & Pounder, D. G. (1999). Reinventing preparation programs: A decade of activity. In J.
Murphy, & P. B. Forsyth (Eds.), Educational Administration: A decade of reform (pp. 115-151). Thousand
Oaks, CA:Corwin Press Inc.
Johnson, D. W., & Johnson, R. T. (1998). Cooperative learning and social interdependence practice.
American Psychologist, 58(11), 934-945.
Johnson, D. W. (2003). Social interdependence: Interrelationships among theory, research, and theory.
Social psychological applications to social issues. Retrieved October 29, 2006, from http://www.cooperation.org/pages/SIT.html.
Johnson, W. B. (2007). On being a mentor: A guide for higher education faculty. Mahwah, NJ: Lawrence
Erlbaum Associates.
Krumboltz, J. (2002) Encouraging Research: Make it collegial, enjoyable, and relevant. American
Psychologist November.
Levine, A. (2005). Educating School Leaders. Washington, DC: The Education Schools Project.
Lovitts, B. (2008). The transition to independent research: Who makes it, who doesn’t and why. Journal of
Higher Education. May-June, 2008.
Lovitts, B. (2001). Leaving the Ivory Tower: The causes and consequences of departure from doctoral
study.Lanham, MD:Rowman & Littlefield.
Maxwell, J. (2007). Talent is never enough. Nashville, TN: Thomas Nelson, Inc.
Michaelsen, L. K., Knight, A. B., & Fink, L. D. (Eds.). (2002). Team-based learning: A transformative use
of small groups. Westport, CT: Praeger Publishers.
7

Contemporary Issues In Education Research – July 2010
20.
21.

22.
23.

24.
25.
26.
27.
28.
29.
30.
31.
32.
33.

34.

Volume 3, Number 7

Mullen, C. A. (2005). Fire and ice: Igniting and channeling passion in new qualitative researchers. New
York: Peter Lang.
Mullen, C. A. (2006). Hope replenished: Exceptional scholarship strides in educational administration. In
F. L. Dembowski & L. K. Lemasters (Eds), Unbridled spirit: Best practices in educational administration:
The 2006 yearbook of the National Council of Professors of Educational Administration (pp. 97-108).
Lancaster, PA: DEStech Publications/ProActive Publications. Also, republished/refereed again (2006,
July). NCPEA Connexions. Connexions article/module (m13697), available at www.cnx.org (search term
“Mullen”).
Mullen, C. A., & Kealy, W. A. (1999). Breaking the circle of one: Developing professional cohorts to
address challenges of mentoring for teacher educators. Teacher Educators Journal, 9(1), 35-50.
Mullen, C. A. (2008). Mentoring as a doctoral cohort initiative: A 7-year programmatic retrospective. In C.
A. Mullen (Ed.), The handbook of successful mentoring programs: From the undergraduate level through
tenure track. Norwood, MA: Christopher-Gordon Publishers.
Saltiel, I. M., & Russo, C. S. (2001). Cohort programming and learning: Improving educational
experiences for adult learners. Malabar, FL: Krieger.
Scribner, J. P., & Donaldson, J. F. (2001). The dynamics of group learning in a cohort: From non-learning
to transformative learning. Educational Administration Quarterly, 37(5).
Shaw, J. D., & & Duffy, M. K. (2000). Independence and preference for group work: Main and congruence
effects on the satisfaction and performance of group members. Journal of Management, 26(2), 259-279.
Shulman, L. S., Golde, C. M., Bueschel, A. C., & Garabedian, K. J. (2006). Reclaiming education's
doctorates: A critique and a proposal. Educational Researcher, 35(3).
Smallwood, S. (2004) Doctor dropout. The Chronicle of Higher Education, 50 (2) 120-129.
Spillet, M. & Moisiewicz, K. (2004). Cheerleader, coach, counselor, critic: support and challenge roles of
the dissertation advisor. College Student Journal 246-255
Stallone, Michelle, (2007) Factors associated with student attrition and retention in an educational
leadership doctoral program, Journal of College Teaching and Learning, Volume 1, Number 6
Vosvic, M. (1999). Interview with a researcher: Why do they do it? Unpublished manuscript, Stanford
University School of Education, Stanford, CA.
Winston, S. (2006). Informal networks within organizations: The unseen enemy or the unaccessed friend?
The John Ben Shepperd Journal of Practical Leadership, 1(1), 121-129.
Yaritza Ferrer de Valero, (2001) Departmental factors affecting time-to-degree and completion rates of
doctoral students at one land-grant research institution, The Journal of Higher Education, Vol. 72, No. 3
(May –Jun., 2001), pp. 341-367
Young, M. D., & Petersen, G. J. (2002, Winter). Enabling substantive reform in the preparation of school
leaders. Educational Leadership Review, 3(1).

8

